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BACKGROUND 

In  June  1978,  George  R.  Moscone  formed  the  Mayor's 
Management  Advisory  Committee  (Committee  for  San  Francisco)  and 
charged  it  with  recommending  specific  solutions  to  contain  the 
growing  cost  of  government  and  help  officials  combat  inflation. 

The  Mayor,  through  Committee  Chairman,  Walter  E.  Hoadley,  enlisted 
more  than  50  executives  representing  26  companies  to  apply  their 
various  fields  of  expertise  to  City  management  problems. 

Interviews  in  1978  with  leaders  in  City  departments 
with  budgets  in  excess  of  one  million  dollars  annually,  repeatedly 
revealed  problems  in  the  payroll  area.  Interviewers  found  the 
payroll  systems  to  be: 

• a major  source  of  management  and  employee 
problems,  dissent  and  time  consumption 

• excessively  costly 

• verging  on  total  saturation 

As  a result,  the  Management  Advisory  Committee  gave  top 
priority  to  analyzing  the  City's  payroll  systems.  Walter  Hoadley 
named  Roy  Nordman  to  form  the  Payroll  Task  Group,  and  by  early 
1979,  with  the  approval  of  the  new  Mayor,  Dianne  Feinstein,  the 
Group's  work  was  underway. 

At  first,  the  Task  Group  approached  its  charge  expecting 
to  produce  a requirements  document  for  a new  computer  payroll 
system.  However,  the  Group  soon  found  that  others  had  tried  this 
approach  and  failed. 


The  City  does  need  a new  computer  payroll  system. 

But,  in  the  opinion  of  the  task  force: 

• pulling  out  the  old  system  and  replacing  it, 
in  a few  bold  strokes,  with  a total  new  system 
would  be  unmanageable. 

• the  payroll  system  itself  is  bigger  than  com- 
puter equipment  and  programs.  It  includes 
people,  procedures,  policies,  forms  and  paper. 
These  elements  of  the  payroll  system  need  as 
much  attention  as  the  computer  programs,  and 
they  must  be  streamlined  before  any  effort  at 
improving  the  payroll  system  can  possibly 
succeed . 

Therefore,  this  report  recommends  an  immediate  action 
plan  of  organizational,  policy,  and  procedural  changes  which 
must  receive  top  City  commitment  before  work  on  a new  computer 
payroll  system  can  proceed. 

This  report  is  the  result  of  some  six  months  of  work 
by  a pro  bono  Payroll  Task  Group  comprised  of  25  individuals 
from  eight  organizations.  Thirty  City  departments  and  over 
sixty  interviews  form  the  basis  for  its  findings.  More  than 
ten  validation  interviews  were  conducted  to  affirm  the  conclusions 
and  basic  data  used  by  the  Task  Group. 


FINDINGS 


After  a six-month  study,  the  Payroll  Task  Group  concludes 
that  San  Francisco's  payroll  system  is  inadequate,  extraordinarily 
complex,  unnecessarily  costly,  frustrating  to  its  users,  and  will 
have  difficulty  adjusting  to  any  significant  growth  in  the  City's 
payroll  or  to  new  reporting  or  withholding  changes. 

Unless  immediate  action  is  taken,  there  is  a very  real 
possibility  of  a City  payroll  system  failure  within  the  next  12 
to  24  months. 

Every  payday,  in  many  departments,  as  much  as  one  third 
of  employee  and  supervisor  hours  are  spent  in  trying  to  resolve 
payroll  problems:  (i.e.,  waiting  for  checks,  tracking  checks, 

answering  questions)  all  created  because  the  payroll  system  is 
inadequate  to  do  the  job  the  first  time  and  deliver  the  checks 
quickly  and  efficiently.  If  these  payday  inefficiencies  can  be 
remedied  the  effect  could  be  to  save  at  least  $6,000,000  per  year. 

There  are  over  1,000  distinct  payrolls  in  a city  where 
the  departments  themselves  number  only  in  the  dozens.  There  are 
over  140  possible  deductions  to  contend  with.  No  single,  central, 
accurate  master  record  exists  containing  vital  pay,  salary,  vaca- 
tion, deduction  and  historical  information.  Such  information  is 
now  scattered  among  many  City  departments. 

The  capacity  of  the  City  payroll  system  is  nearing  satura- 
tion and  should  it  collapse,  for  even  one  pay  period,  the  personal 
hardships,  union  reactions  and  managerial  time  involvements  would 
be  enormous . 

No  one  is  to  blame  for  the  system's  current  condition. 

So  many  years  of  altering  the  system  to  cope  with  various  govern- 
mental, union  and  citizen  demands--with  no  central  authority  in 
charge--could  not  have  resulted  in  anything  but  the  present  system. 
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RECOMMENDATIONS 


To  remedy  the  situation,  the  Task  Group  calls  for 
immediate  action  by  the  Mayor  and  City  management  to  provide 
the  resources  for  change  in  the  system. 

• Appoint  a Payroll  Czar 

A payroll  director,  reporting  to  the  Controller, 
would  investigate  immediate  improvements  in  the 
payroll  systems  and  develop  a plan  for  long  term 
changes  in  the  system. 

• Appoint  a Project  Director 

A project  director,  reporting  to  the  payroll 
director,  would  provide  the  technical  support 

• Institute,  through  them.  Three  Projects 

Project  1:  Focus  on  immediate  actions  within 


Improvements  in  the  system  will  provide  cost  savings, 
employee  satisfaction  and  better  management  information. 


City  EDP  and  controllers  areas  to 
streamline  payroll  procedures. 


Project  2:  Work  in  each  department  to  eliminate 


anticipated  payroll  and  to  streamline 
individual  departmental  methods  and 
procedures. 


Project  3:  Develop  structure  and  plans  for  long 


term  improvements  after  projects  1 
and  2 have  gained  satisfactory 
momentum. 


' Roy  C . Nordman 
Project  Coordinator 
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I . What  We  Found 


A.  The  Payroll  Task  Group  began  work  in  early  1979  as 
part  of  the  Mayor's  Management  Advisory  Committee 
(MMAC) . Interviews  in  1978  with  major  City  depart- 
ments pointed  repeatedly  to  the  payroll  area. 

It  was  a major  source  of  management  and 
employee  problems,  dissent  and  time- 
consumption. 

It  was  excessively  costly. 

It  was  verging  on  total  saturation. 

Our  work  since  then  has  clearly  verified  --  and  in 
fact  significantly  amplified  --  the  above  early 
findings . 

B.  THE  CITY'S  PAYROLL  SYSTEM  IS  INADEQUATE 

Born  out  of  the  anti-fraud  charter  reforms  of  the  30 's, 
and  built  in  bits-and-pieces  since  then,  it  is  nearing 
the  end  of  its  rope.  Of  pre-CETA  and  pre-Proposition 
13  vintage,  it  has  become  a collection  of  various 
designs/patches/subsystems  in  an  attempt  to  cope  with 
various  city,  state,  federal,  union  and  citizen  demands. 

Of  particular  concern  is  the  lack  of  clear  central 
responsibility  --  there  is  no  "payroll  czar."  There 
is  no  one  central  and  accurate,  employee  master  record 
containing  vital  pay,  salary,  vacation,  deduction,  and 
historical  information.  There  are  over  140  possible 
deductions  to  contend  with. 

There  are  over  1000  distinct  payrolls  in  a city  where 
the  departments  themselves  number  only  in  the  dozens. 
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IT  IS  EXTRAORDINARILY  COMPLEX 


There  is  no  single  payroll  system,  as  such.  There  is 
a highly  complicated  network  of  manual  procedures,  EDP 
programs,  forms,  central  and  not-so-central  files 
(cardfiles,  desk  drawer  ledgers,  rolodexes  etc.), 
computer  subsystems,  charter  clauses,  city  policies, 
administrative  practices,  people. 

This  complexity  must  be  kept  in  mind  in  attempting  to 
understand  the  system.  It  must  be  kept  in  mind  in 
attempting  to  alter  or  improve  the  system.  A seemingly 
minor  change  in  one  subsystem  can  have  completely  unex- 
pected effects  on  another  subsystem  many  departments 
removed . 


D.  IT  IS  UNNECESSARILY  COSTLY  BOTH  IN  TERMS  OF  DOLLARS, 

AND  IN  TERMS  OF  TIME. 

There  are  some  200  to  250  city  employees  directly  in- 
volved in  the  visible  component  of  payroll  work.  These 
are  the  timekeepers,  payroll  clerks,  payroll  management. 

Less  visible  — but  possibly  exceeding  the  above  in 
terms  of  hours  and  costs  — are  the  managers,  employees, 
labor  negotiators,  supervisors  devoting  time  to; 

Resolving  estimated  hours  matters  for  input 
to  the  city's  "anticipated"  payroll  system. 

Waiting  for  and  tracking  checks  on  payday. 

Asking  and  answering  questions  in  the  absence 
of  a central  authority. 

Keeping  private  records  of  vacation,  holiday, 
sickness  time  in  the  absence  of  a central 
employee  master  record. 


2. 


As  an  indication  of  the  magnitude  of  these  invisible 
costs  — a number  of  City  departments  were  asked  to 
estimate  the  amount  of  time  spent  on  payday  waiting 
for  checks,  tracking  checks,  answering  questions  and 
the  like. 


Opinions  were  that,  in  some  areas, 
as  much  as  one-third  of  employee  and 
supervisor  hours  were  spent  in  this 
fashion  every  payday. 


Over  10%  of  all  City  workdays  are  paydays  1 
The  cost  implications  are  immense. 


E.  IT  IS  NOT  RELIABLE  OR  RELIED  UPON 


Every  City  department  interviewed  (over  30  departments) 
had  duplicate  or  special  payroll  files.  These  were 
cardfiles,  rolodexes,  ledgers  and  in  some  cases  full 
scale  computer  systems  devoted  to: 

Duplicating  payroll  data  that, 
though  on  the  city  system,  was 
mistrusted. 

Keeping  payroll  data  that,  though 
it  would  normally  be  provided  by 
a modern  payroll  system,  was  not 
available  on  the  City  system. 


• DETAILS:  See  page  15 
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F. 


IT  IS  ON  A DANGEROUSLY  SHORT  FUSE 


The  capacity  of  the  City  payroll  system  is  nearing 
saturation.  It  would  probably  not  be  able  to  cope 
with  any  significant  growth  in  the  City  employee 
population.  It  would  have  difficulty  adjusting  to 
further  city,  state  or  federal  reporting  or  with- 
holding changes. 

Should  it  collapse,  for  even  one  pay  period,  the 
personal  hardships,  union  reactions,  managerial  time 
imvolvements  — and  negative  publicity  — would  be 
enormous . 

Such  a collapse  is  not  out  of  the  question  within 
the  next  12  to  24  months. 

The  City  is  playing  Russian  Roulette  every  time  it 
adds  a deduction  or  changes  a calculation. 

• DETAILS:  See  page  16 


NOTE  I It  is  the  opinion  of  this  Task  Group 
that  this  situation,  of  such  mixed  parentage 
and  lengthy  evolution  is  clearly  a no-fault 
one . 

So  many  authors,  over  so  many  years,  with  no 
one  central  authority  --  could  not  have 
resulted  in  anything  but  the  present  system. 

Blame  of  any  sort  is  not  warranted. 


Credit,  in  fact,  is  due  to  many  of  the 
participants  in  the  present  payroll  system 
for  providing  the  majority  of  the  sugges- 
tions in  this  report. 
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SUMMARY  AND  CHECKLIST 

Immediate  Action  Plan 

Refer  to 

Page 

A.  BY 

THE  MAYOR  AND  CITY  MANAGEMENT 

( 

( 

( 

1.  Consider  the  contents  of  this  report. 

2.  Provide  resources.  (Payroll  Director, 

Project  Director.) 

3.  Track  progress. 

(6) 

B.  BY 

THE  CONTROLLER 

( 

( 

( 

1.  Appoint  a Payroll  Director. 

2.  Appoint  a Project  Director. 

3.  Track  progress. 

(6) 

C.  BY 

THE  PAYROLL  DIRECTOR 

( 

( 

( 

( ) 
( ) 

1.  Develop  initial  charter 

2.  Investigate  immediate  "present  system" 

improvements  within  the  Controller 
organization. 

3.  Clear  obstacles  to  the  elimination  of 

anticipation  in  the  processing  of  City 
payrolls . 

i 4.  Clear  obstacles  to  immediate  payday 

improvements  as  they  are  identified  by 
the  Project  Director. 

5.  Secondary  objectives  (See  page  9) 

(7) 

D.  BY 

THE  PAYROLL  PROJECT  DIRECTOR 

( ) 
( ) 

( ) 

( ) 

( ) 

( ) 

1.  Develop  initial  charter 

2.  Assist,  in  a technical  capacity,  the 

Payroll  Director  efforts. 

3.  Develop  structure  and  plans  for 

PROJECT  1:  CITY  PAYDAY  IMPROVEMENTS. 

4.  Develop  structure  and  plans  for 

PROJECT  2:  DEPARTMENTAL  IMPROVEMENTS. 

5.  Develop  structure  and  plans  for 

PROJECT  3:  LONG  TERM  IMPROVEMENTS. 

6.  Carry  out  Projects  1,  2,  and  3. 

(9) 

E.  BY 

THE  CITY  EDP  DIRECTOR 

( ) 
( ) 

1.  Provide  data,  assistance  and  support  to 

the  Payroll  Director  and  Payroll  Project 
Director  in  the  above  efforts. 

2.  Investigate,  plan  and  implement  EDP- 

internal  payroll  system  improvements. 
(See  page  13) 

(12) 

F.  BY 

DEPARTMENT  MANAGERS 

( ) 
( ) 

1.  Appoint  a Payroll  Improvement  Liaison  of 

appropriate  knowledge  and  organizational 
level . 

2.  Provide  resources  to  support  specific 

PROJECT  2 efforts. 

(13) 
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II.  Immediate  Action  Plan 


A.  BY  THE  MAYOR  AND  CITY  MANAGEMENT 

1.  Consider  the  contents  of  this  report ^ most  particularly 
the  Immediate  Action  Plan.  Resolve  any  questions  with 
Payroll  Task  Group  of  the  Mayors  Management  Advisory 
Committee . 

2.  Provide  resources  in  the  form  of  position  authoriza- 
tions, staff  transfers,  new  staff  and  requisite 
funds  as  needed  to  carry  out  the  Immediate  Action 
Plan  — and  as  later  needed  to  carry  out  long  term 
payroll  improvements. 

• INITIAL  STAFF:  One  Payroll  Director, 

one  Project  Director  --  probably  transfers. 

• LATER  STAFF:  As  determined  by  the  Project 

Director  and  the  cost/benefits  of  proposed 
work . 

3.  Track  progress  on  a regular  basis,  providing  the 
needed  sense  of  urgency  and  highest  level  focus. 

Prior  efforts  have  largely  or  completely  foundered  — 
and  the  highest  level  attention  will  be  required  to 
prevent  this  effort  from  joining  them.  Encourage 
commitment  from  all  City  Departments.  Resist  pre- 
mature efforts  at  "total-system"  solutions  until  ground- 
work has  been  completed.  (See  Projects  2 and  3,  page  10.) 

B.  BY  THE  CONTROLLER 

1.  Appoint  a Payroll  Director,  reporting  to  the  Controller. 
Arrange  for  appropriate  position  description,  position 
authorization,  funds  appropriations  and  formal  announce- 
ment of  the  new  post.  This  action  will  be  a major  step 

6. 


in  solving  the  most  repeated  problem  found  during  our 
field  work  — THE  LACK  OF  A SINGLE  AND  CLEAR  CENTRAL 
AUTHORITY  IN  PAYROLL  MATTERS.  (Details  of  the  initial 
activities  of  the  Payroll  Director  are  covered  in 
step  C of  this  plan,  below.) 

2.  Appoint  a Project  Director  for  the  payroll  improvement 
projects,  reporting  to  the  Payroll  Director.  The  Payroll 
Director  needs  help  of  a technical  sort.  This  is  the 
role  of  the  Project  Director.  Arrange  for  description, 
authorization,  appropriation,  announcement.  (Details 

of  the  initial  activities  of  the  Project  Director  are 
covered  in  step  D of  this  plan,  page  9.) 

3.  Track  progress  of  this  newly  created  payroll  function, 
especially  during  early  stages.  Provide  Controller- 
level  assistance  in  matters  concerning  the  relationship 
of  the  function  with  other  City  departments  at  the 
management  level.  Advise/consent/encourage  — for  their 
job  will  be  a very  difficult  one. 

C.  BY  THE  PAYROLL  DIRECTOR 

This  position  provides  the  missing  CENTRAL  AUTHORITY 
ingredient  to  the  City  payroll  system.  As  a second  func- 
tion — it  acts  as  the  clearer  of  policy  and  management 
level  paths  for  the  Project  Director  — ie;  the  czar. 

1.  Develop  initial  charter  of  the  position  recognizing 
that  the  first  two  or  three  years  will  involve  heavy 
focus  on  the  short  and  long  term  payroll  improvement 
projects  of  the  Project  Director.  Particular  considera- 
tions of  the  charter: 

- Central  payroll  instructions/rulings 

- Central  payroll  answers 

- Timekeeper  training 

- Timekeeper  manuals/instructions 

- Coordination  between  the  Controller/EDP/City 

departments/Union  staffs  in  payroll  matters. 
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- Payroll  policy  matters  in  cooperation  with 

the  Controller. 

2 . Investigate  immediate  "present  system"  improvements 
within  the  Controller  organization. 

Develop  and  implement  (with  the  Project  Director  as 
needed. ) 

- Combine  Controller  and  EDP  control  and 

audit  functions. 

- Implement  items  in  Cl,  above. 

- Eliminate  multiple  signatures/audits  in 

the  payroll  process  where  possible. 

- Other  items  as  outlined  in  Project  Director 

(Step  D,  page  9 . ) 

3 . Clear  obstacles  to  the  elimination  of  anticipation  in 
the  processing  of  City  payrolls.  Controller  to  assist 
as  needed.  Mayor's  Office,  CAO,  Board  of  Supervisors 
attention  and  assistance  may  be  needed.  Such  obstacles 
may  involve  policy  changes,  and  adjustments  in  admin- 
istrative practices  and/or  long-standing  habit  patterns. 

Next  to  the  appointment  of  the  Payroll  Director,  this 
is  the  most  repeated  need  of  the  departments: 

ELIMINATE  THE  ANTICIPATED  PAYROLL  APPROACH. 

4 . Clear  obstacles  to  immediate  payday  improvements  as 
they  are  identified  by  the  Project  Director. 

An  immediate  and  forceful  effort  to  eliminate  much 
of  the  citywide  "payday  hours  losses"  (check-chasing, 
questions,  late  checks,  etc.)  is  a prime  objective 
of  early  work  by  both  the  Payroll  Director  and  the 
Project  Director. 

This  work  should  ease  the  major  employee  grievance 
with  the  present  payroll  system  — the  CONFUSION 
AND  HASSLES  OF  A CITY  PAYDAY. 


5 . Secondary  objectives; 


- Support  and  clear  path  for  other  payroll  im- 
provements generated  by  the  Project  Director 
as  needed. 

- Act  as  FIRM/FAMIS  interface  for  payroll  matters 
(with  Project  Director  as  needed.) 

- Clear  obstacles  for  City  EDP  to  act  as  the 
official  and  accepted  repository  for  the  central 
master  employee  payroll  record  when  developed. 

- Investigate  consolidating  payroll  appropriations 
as  one  of  the  means  to  reduce  the  number  of 
timerolls. 

- Act  as  Union  and  Civil  Service  liaison  in  pay- 
roll matters.  Considerations:  Coinciding  the 

removal  of  anticipation  with  retroactive  pay/ 
automation  of  Civil  Service  audit/better  check 
stub  information  for  employees/speeding  of 
payday  check-delivery  mechanics. 

- Act  as  labor-distribution  focal  point  to  insure 
that  payroll  improvements  will  effectively  merge 
with  labor-distribution  requirements,  both 
present  and  eventual. 

- Verify  that  payroll  backup  and  failure-avoidance 
procedures  are  ready.  Fix,  if  not. 

- Act  as  control-point  to  prevent  further  proli- 
feration of  deductions. 

- Pursue  establishment  of  a single,  unique,  city- 
wide employee  number. 

- ACT  AS  THE  CONTROL-POINT  TO  PREVENT  UNNECESSARY 
ADDITIONS  AND/OR  CHANGES  TO  THE  PRESENT  PAYROLL 
SYSTEM. 


BY  THE  PAYROLL  PROJECT  DIRECTOR 

This  position  pursues  three  distinct  payroll  improvement 
efforts  — 1)  PROJECT  1;  City  Payday  Improvements, 

2)  PROJECT  2:  Departmental  Improvements  and  3)  PROJECT  3: 
Long  Term  Improvements.  Initial  concentration  is  to  be  on 
Projects  1 and  2.  Only  as  these  gain  satisfactory  momentum, 
can  Project  3 planning  begin. 


1.  Develop  initial  charter  of  the  position  in  line 
with  the  below  described  activities. 

2 . Assist/  in  a technical  capacity^  the  Payroll  Director 
efforts 

- Point  C2:  Improve  controller-internal 

payroll  activities. 

- Point  C3:  Eliminate  obstacles  re;  anticipation. 

- Point  C4:  Eliminate  obstacles  re:  payday 

improvements . 

- Point  C5:  Secondary  objectives. 

3 . Develop  structure  and  plans  for  PROJECT  1:  CITY 

PAYDAY  IMPROVEMENTS;  This  work  will  focus  on 
immediate  actions  within  City  EDP,  and  the 
Controllers  payroll  areas.  Considerations; 

- Stagger  payroll  processing  employees  to 
eliminate  lunch/coffee  gaps  that  may  exist. 

- Add  summary  of  vacation/holiday/sickness 
status  to  paycheck  stub  — and  as  a summary 
report  to  departments. 

- Check  printing  in  a sequence  most  efficient 
for  department  distribution  to  employees. 

- Speeding  of  actual  delivery  to  departments. 

- Other  Controller  and  EDP-internal  payday 
improvements . 

4 . Develop  structure  and  plans  for  PROJECT  2; 

DEPARTMENTAL  IMPROVEMENTS : This  work  is 

a.  STAGED  on  a department-by-department  basis. 

b.  Aimed  at  ELIMINATING  ANTICIPATION. 

c.  Secondarily  aimed  at  IMPROVING  DEPARTMENT- 
INTERNAL  payroll  operations. 

(The  following  page  outlines  a typical  department 
PROJECT  2 effort.) 
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OUTLINE 


Project  2;  Departmental  Improvements 

• Eliminate  anticipated  payroll  approach  within 

THIS  department. 

- Determine  and  resolve  obstacles  peculiar  to 
this  department. 

- Determine  whether  elimination  of  anticipation 
can  be  coincided  with  retroactive  pay. 

- Plan  cutover  approach  and  date. 

- Coordinate  with  EDP/Unions. 

- Announce  to  employees.  (With  departmental 
management . ) 

- Effect  the  cutover. 


• Determine  and  implement  department- internal 
payroll  improvements. 

- Consolidate  timerolls. 

- Improve  check-distribution  mechanics. 

- Simplify  timekeeping  methods. 

- Eliminate  internal  duplicate  records  once 

EDP  begins  to  provide  vacation/holiday/sickness 
data . 

- Increase  use  of  preprinted  timerolls. 


• Identify  and  record  for  future  implementation 
all  potential  long-term  improvements  to  the 
department's  payroll  process. 

These  are  to  become  part  of  PROJECT  3 work. 
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5.  Develop  structure  and  plans  for  PROJECT  3:  LONG 

TERM  IMPROVEMENTS.  This  work  is  not  to  detract 
from  Project  1 and  2 efforts  until  they  have 
gained  a satisfactory  momentum  to  insure  success. 
Considerations : 

- Overall  payroll  system  requirements,  in 

a total-system  sense.  (ie:  people/manual 
processes/EDP  programs  and  equipment/ 
policies/management. ) 

- Role  of  MSA  package  as  a viable  base  for 
a revised  City  payroll  system. 

- Specific  department  improvements 
identified  during  Project  2. 

- Time/cost/justif ication  considerations 
of  the  above. 

- Long  term  policy  and  administrative 
practice  changes,  Union  considerations, 
employee  considerations. 


6 . Carry  out  Projects  1,  2,  and  3. 


E.  BY  THE  CITY  EDP  DIRECTOR 


1 . Provide  data,  assistance  and  support  to  the 
Payroll  Director  and  Payroll  Project  Director 
in  the  above  efforts.  This  is  to  include  acting 
as  the  primary  systems  analyst/programmer  source 
for  the  EDP  portions  of  Project  1,  2,  and  3 work. 
NOTE ; Payroll  Project  Director  is  to  conform  to 
City  EDP  standards,  and  to  coordinate  all  EDP- 
associated  payroll  system  designs/requirements 
with  City  EDP  to  insure  proper  fit  with  overall 
City  EDP  strategies. 
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2 . Investigate,  plan  and  implement  EDP-internal 
payroll  system  improvements  of  both  short  and 
long  term  nature.  Examples: 


- Provision  of  vacation/holiday/sickness 
data  on  employee  checkstub  and  as  a 
departmental  summary. 

- CENTRAL  EMPLOYEE  MASTER  RECORD  of  all 
pay  related  data.  (Hours  by  type/gross 
pay/deductions/net  pay/pay  and  grade 
history,  etc.) 

- Joint  Controller/EDP  payroll  workflow 
improvements . 

- Speeding  of  the  EDP-related  delivery 
mechanics  for  paychecks. 

- FIRJ\l/FAMIS/labor-distribution 
considerations . 

- Combining  of  multiple  appropriations 
on  one  timeroll/other  means  of 
reducing  the  number  of  timerolls. 

- Alternatives  to  timerolls.  (More  pre- 
prints/timecards/machine-readable input/ 
exception-only  input  etc.) 

- Simplified  year-end  cutoff,  and  pay 
apportionment . 

- Mechanization  of  Civil  Service  audit 
function. 


F . BY  DEPARTMENT  MANAGERS 


1 . Appoint  a Payroll  Improvement  Liaison  of  appropriate 
knowledge  and  organizational  level  to  work  with  the 
Payroll  Project  Director  when  the  department's 
PROJECT  2 efforts  begin. 


2 . Provide  resources  to  support  specific  PROJECT  2 
efforts  in  terms  of  employee/supervisor/management 
time,  space,  data  as  needed. 
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G.  Phasing  and  Timinp; 
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III.  other  Factors 


A.  THE  SYSTEM  IS  NOT  RELIABLE  OR  RELIED  UPON 


1.  EVERY  department  interviewed  keeps  internal  files 
duplicating  — or  recording  data  that  should  be 
easily  obtainable  from  — the  central  payroll 
system. 

2.  Audits-of-audits-of-audits  have  evolved  since  the 
accuracy  of  the  system  is  so  poorly  trusted.  The 
department  audits  the  data  and  gives  it  to  Con- 
trollers. Controller  audits  the  data  and  gives 
it  to  EDP.  EDP  audits  the  data  and  gives  it  to 
Civil  Service.  . . . 

3 . The  departments  are  frustrated: 

- Duplicate  data  and  files. 

- Payday  hassle. 

- Difficulty  tracking  appropriation  status. 

- Difficulty  finding  employee  history. 

- Temp/CETA  processing  problems. 

- Budgeting  data  sparse/questionable. 

4 . The  Unions  are  frustrated: 

- Lack  of  clear  collective  bargaining  data. 

- Time/expense  of  Civil  Service  manual 
handling . 

- Need  to  act  as  the  central  file  on 
vacation/sickness  and  similar  data. 

- Need  to  act,  by  default,  as  the 
payroll  complaint-and-answer  department 
in  many  cases. 

5 . The  employees  and  retirees  are  mystified: 

- Payday  hassles/delays. 

- Lack  of  vacation/holiday/sickness  status 
in  simple  form. 

- Lack  of  clear  deduction  information. 

- Lack  of  clear  retirement  information,  both 
before  and  after  retirement. 

- FICA  overcollections  possible. 


15. 


'•V 


mm 


r T0W'  " ai  “ 


Eiiiii  lirtafcffii 


ildT^icr  la^dtm^"  nt^Y  M 

\%y  *■ 


' , £«iQ  t'dt-  -firx^isifv  ©•.ti,fwr^'-^iflK^liiil^,8---ifl 


•^noO'  PJft^i  «fe>viMS9#-j6t|*b«  >4 


B»vi^  il(ifr  91 

— - - 


M bv^^  im^\i^^7^i  wa  .‘^aa  s^'-^i: 


»OiV^o4-‘'J£l^i!^<; 


*^;-- 


■-  ..Waaak’' 

. a uiB^ra  ^ aol  c» iQ  - 

■ i-aii»XcIoTq  A'r^\*|«ilii4!  - < 

/ a;^fi»jp  ftfe  ■ f?«r  I jr'apbut-  ^ 

^■|  .»ag^-qH-gig  ’ 

i 3J6b  j i^p$a3llp^  ' to 


1*^- 


litfufTRin  '%6\ViCfa  aa^i^qxaVamiJ  - 

■■  'f'^il. , '■  :v'  *i^ftllf'<xBrt 


A -», 


s 


. 5a#  ea^MsiJiiVrto  1 i#oav  ■ 


■f: 


?]-■■■»  ''  '.r'  ^■'■'* 


i ':-M  'i.,y 


ay<n  #a»-xi e^ a VQl.qgg>Jfi 

* ‘ •‘r  ' f V ' ■ *i‘  . ■'• 

|(ki!tA^8  ^p  .Xaaa-  ( r', 

-iXqwi#  ni  „ 


. j%o  t^0r4O  0p  f :t5yU'f>«^  -X'BBld  , ^-p , ’{O  ftjf  r ^ ;' 

ftao4  .,f?oxdNwv^«i'  i^/BfBjiif^Sif  to  )ld#»l'  ^ ' 

' ’ \ 3#^^  5 i>}iB  »not3d 

vjji^4^?c>q  ifco*.‘twixa:>iW;  ADI5  -:  ; 


•/.V‘ 


( 


6 . The  City  is  looking  for  relief; 


- All  prior  problems  mentioned. 

- Lack  of  convenient  and  reliable  collective 
bargaining  data. 

- Legal  exposures  should  a payday  crash. 

- Proposition  13  tracking. 

- Effective  appropriation  control. 


IT  IS  ON  A DANGEROUSLY  SHORT  FUSE 


1.  FEW  EVENTS  COULD  TRIGGER  UNION  AND  EMPLOYEE 
PROBLEMS  TO  THE  EXTENT  THAT  A PAYROLL  CRASH 
COULD. 


- Personal  problems 

- Walkouts 

- Suits 

- The  costs  of  "catch-up" 

- Penalties,  direct  and  passed  on  from  employees 

- Effects  on  potential  hirees 

- Publicity  effects 

- Investor  effects 

- Effects  on  grants,  conformances,  state 
and  federal  compliances. 

2.  THE  SYSTEM  HAS  LITTLE  ROOM  TO  MANEUVER  FOR  FUTURE 
CHANGES  IN  STATE/FEDERAL  REQUIREMENTS. 


Summary . . . 

The  City  payroll  system  is  clearly  near 
its  limits  — and  under  strain. 

In  our  opinion  there  is  a 50/50  chance  that 
there  could  be  a "payday  crash"  within  the 
next  12  to  24  months  if  it  is  not  signifi- 
cantly improved.  
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c.  HOW  VALID  ARE  THESE  FINDINGS  AND  RECOMMENDATIONS? 


1.  This  report  is  the  result  of  some  six  months  of 
work  by  a probono  Task  Group  comprised  of  25 
individuals  from  the  following  organizations: 

Bank  of  America 

Chevron  USA 

Coopers  & Lybrand 

Mayor's  office 

Pacific  Telephone 

S.F.  Chamber  of  Commerce 

S.F.I.U. 

SPUR 

2.  Had  this  effort  been  on  a fee  basis,  it  is 
estimated  that  it  would  have  cost  the  City 
somewhat  in  excess  of  $50,000. 

3.  30  City  departments  and  over  60  interviews 
form  the  basis  for  its  findings. 

4.  More  than  ten  validation  interviews  were  con- 
ducted with  City  Controllers,  City  EDP , City 
user  departments,  and  key  members  in  the  Task 
Group  itself,  to  affirm  the  conclusions  and 
basic  data  used  by  the  Task  Group. 

5.  A considerable  body  of  detailed  material  has 
been  assembled  during  this  Task  Group's  work. 

This  will  be  made  available  to  the  Payroll 
Director,  and  the  Project  Director,  to  assist 
them  in  their  efforts. 

- Initial  interview  formats/questions. 

- Interviewer  notes,  department-by-department. 
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- Task  Group  summaries  of  the  above, 

unresolved  areas  for  further  investigation. 

- Index  and  summary  material  for  the  above. 

- Payroll  system  f lowcharts/descriptives . 

- Outlines  of  replacement  system  requirements, 

nature,  constraints. 

The  counsel  of  the  Task  Group  and  its  members  is 
also  made  available  to  insure  the  success  of  the 
city  payroll  improvement  efforts. 
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